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2h July 1953

MEMORANDUM FOR:s Chaimmen, Professional Sslection Panel
SUBJECT ¢ Ths Process of Selecting New Career Enployeas

1. Reference vour memorandum to Personnel Director, subject as bove,
dabod 23 June 1953, 1n which you ask for recommendations 88 %o teps which
can be talun Ze improve the existing selection process.

2, This Offise offers the following suggestions with respect to the
points presenied in Paragraph 2 a of youxr mamorancmy

&, Qualitios Required of Carear Fmrloyees .

{1) The Professionnl Selection Panal should develop, with the
approval of the CIA Carcer Service Board, a full description of each
of the personal qualitises which should be poesesasd by & CIA career
employes. These would bs the gualities which indicate sultability
for long-term career service with the Agency. Ewvidence that mn in-
dividual im lacling in one or more of these quallties would be an
indication that he may not be suitable for cercer association with
the Agency. The descripiive statements should be direct, specific,
simply phrased, and understandable to & wide audience of personas
with varying degrees of experience in the sveluation of other persons,
Each set of ststements coneerning a quality should include an adequate
number of examples of behavior which evidences a deficiency in the
quality. Thess statements should, of course, be over and beyoend care
tain basiec qualification requirements relating to education, traine
ing and experience,

(2) The dasmipt.iﬁa statemonts end other information concern-
ing the qualities required for carcer service should be disseminated
as follows: '

(a) RBecruiting Officers. These officers would utilige
these criteria To screen and refer applicants for career employe=
ment with the Agency. Applicants belisved to lack the deired
qualities would not be referred to the Agency. Thus, the suita.-
bility criteria would be applied throughout the recruiting process,
As you know, the recruitnent stsff 4is now possessad of & rather
well defined set of personal standsrds which sre applied by them
against sach applicant. The applicant, of course, is unawsre of
the extent to which he is being analysed in this procesa,

(b) Placement Officers. These officers would utilize these
criteria during thelr Interviewing and screening of applicants
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for career smployment with the Agency. Theee criterie womld

~ be in their minds during review of Personal Historv Steatements,
during checks with former employers, during their review of all
othar cecords and information on hand, during Hol Iiterviews
of the applicants, and generally throughout the iniiial selection
and roferral process. Persons eonsicdigmd 1o e wmrait sbia woald
ba relected by the Placement Officers. Placement fficers wouid
alao apply these sultability criteria during thelr contacis
with trisl-period employees (e.g., placement follerup, resssign-
ment planning). _ ' '

to} Component Persomnel Officers, These off:cers would
uiiilss these orlleria during their Imterviewa of wpplicants
referred by Placement Officers, during their examination of the
Juelifieations and records of the applicante, and ruring their
obrorwtion of the applicants throughout the final initial place-
ment process. They wonld slisc apply these eriteri: during their
subsoquent contacts with employees durlng the trial. period.

{3) Chiefs of Components. Thess officials {chiefs of units,
zectlons, branches, divialcns) would apply these cyiteria during
Indtlel selaction interviews with applicants and during all sub-
sequent contacts with the trial-period employees and discussions
with their supervisors. Applicants who are found by camponent
chiefe to fail to possess the necessary qualities would be rejected
uy the Personnel Office. Trielwperiod employees whose sultability
is questioned by tha component chiefs would be referred by the _
canponent: Lo the Professional Selection Panel for review and recome
mendation.

{e) Immediate Supervisors. The most important use of suit~
ebility ; W e accomplished by the supervisors of
tris)-period employeses. They would utilize the criteria during
initisl selecticn interviews, during sll of their chservation
of and association with the employees throughout the trial period,
and especially when completing the initdiel Personnel Evaluation
heport. They would apply these criteria constantly for many months,
end therefors could make the most factual recommendations concerns
ing the employeeis suitabllity. Applicants who are bslieved by
supervisors to fail to possess the necessary qualities would,
¥ith the concurrence of the component chisf, be rejected by the
Personnel Office. Trial-period smployees whose suitability ie
questioned by thelr supervisors would be referred by their come

- panent %o the Professiocnal Sslection Penel for review and recom
mandetion, '

{f) Security Office. This Office would apply these criteris
&t all times when collecling and reviewing information concerning
applicants for carser employment snd caxcrning trial-period
carear employees, Wherever the Sscurity Office encounters infoa-
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nmation which indicates a lack of Lhe necessary qualitiss and
which causes doubt as to the career service suitability of an
in-process applicant, it will discuss the case with the Personnel
and Medical Offices, as appropriate, for decision.

(g} Career Service Boards. The Boards would apply these
eriteria in all of their oonsiderations and evaluations of em-
ployees during their trial periods (and also during the initial
sslecticn process for such Boards as review proposed appointments),
The Bourde would mske an especially careful evaluation of the
employee Just before the conclusion of his trial peiod, using
supervisory reports and testimony, initidl Porsonnal Evaluwetion
Reports, interviews with the employee himmelf 1f indlcated;
personnel records and folders, and such other evaluntive dats
and techniques as are avellable., Thie evaluation would be accomp-
lished primarily to determine if the individual possesses the
defined gualities required for career service. When the Career
Hervice Board does not find the trisleperiod empleyez suitsble
for career service, it would recammend that the 0ffice Head refer
the case to the Professional Selection Panel for review and recone
mendation. If, on the other hand, it found the employse suitable,
acceptance for career service could be indicasted by the Personnel
Office after favorable review by the Professional Selection Panel.

(h) Trisl-Period Employees. Each appointee would understand
that he is undergoing a trial period, and that he will be caree
fully evaluated throughout and at the end of this period in order
to determine 1f he is suitable for carcer service and its benefits,
It is his right to know what personal qualities and behavior are
expected of him, since he will be separated rather summarily if
he does not possess the reguisite qualities. At the present time,
the Agency notifies applicants that they must meet the personal
standards required for governnent employment (e.g., character,
mental and physical fitness); by this mathod individuals, who
Inow that they may be exposed later, have the opportunity to with-
draw their applications for the good of all concerned. Similarly,
3L our standards for career service qualities ars valid and are
tu be enforced, they should be no secrei, snd the spplicants should
Imow the kinds of evaluations to which they will be exposed and
the qualities they must orovs., It would be making a mystery of
common sound personnel practice and would be establishing a secret
society if cendidates were asked to undergo s test period of close
scrutiny aud ovaluation without permitting them to know which
things aboutl their natures were tc be evaluated. Thus, both
applicants and trial-period employees should kmow what they are
facing and whet qualities they are expacted to possess as CIA
Career Bmployees,

¢n3-
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b, lUse of Persomei Evaluation Reportse

- {1} Initisl Personnel Evaluation Reports should be given much
more emphasis and consideration than at proesmat. If supervisors
theroughly understand the specific qualities bdeing measurod in trdnle
pericd employees, if 4hey carefully observe the employee in terms of
these qualities during the trial~poriod, and if thoy are cwaro of
the Importance of initial Personnel Evaluation Reports in detemaine
ing cuitability for career service, they will sccomplish rruch more

+ affective initial evaluztion raports than at present, Tho initial
PIR would truly become the primary instrument for recording evalus=
tions spesifically in torms of the fagtors which are the basis for
determining career suitability, The initial PER should refleet the
opinions of the perscns who know the trialeperiod employse best, who
have been reecponsible for his work throughont the perliod, and who
ere in the best possible position to report on the qualities whioh
the now employec has demonstrated. = .

(2) Increased emphasis should be placed on completing and sub-
mitting 4initial Rersonnsl Rvaluation Raports when thoy are due,
If the initial PER is given proper use 23 a primary instrument fox
dotermining suitsbility for carcer service, it is casential for the
raport to be suturdtted in sufficient time to be available for all
considerations and processss that must teke place prior to the
explration of the trial-period. ,

¢o Evalustion of In=Process Appli to

¥hen either the Pergonnel, Medicel, or Sscurity Office obtains marginal
information shich creates doubt as to the career suitabllity of en ine
procoss applicant, the chiefs of these offices or thelr dosignated rep-
resentatives should confer and decide whether procsssing should continus.
By the same token, if an operating office learns of unfavorable informa-
tion it should be passed immediataely to the Persomnel 0ffice with recome
mendation for action to be taken, The ParsonnelsMedleslsSecurity Group
should confer and take sction as is indicated, )

do Evalustion of Employses During Trisl Period.

(1)} If at any time during the probetionsry peried the office
to ufilch the employee ias assigned, or the Parsonnel, Medicsel, or
Security Office obtains information which crestes deubt as to earcer
sultebility, the case should be immediately referred to the Professional
-Selection Panel., The Penel should review the ovidence at hand and
either make z recommendetion for termination of the individusl or
so flag the individual's parsonnol file that a full review will be
made of his case prior to the expiration of the trialeperiod.

(2) No later than one month beforo the end of an employee's
trigl-pericd, his Career Service Board should consider his cese in

Approved For Release 2002/05/10 : Cl4-R0P78-04718A000700020015-8

SeEuCoR el



' Approved For Release 2002/05/10 g.GiAcRRRZS04718A000700020015-8 .
. . Seourity Infofmation

order to determine whether or not he has been found suitable for
carser servics. At this time, him Board should review his performance
during this period, his initizl Personnel Evalugtion Report, and any
othor avallable indicators of his character, personality, capadbility,
and performance, During this evaluation the Boord may interview

both the employes and his superviscrs, The Board will use all ine
formatlon available in the Personnel O0ffice. After careful consideras
tion, the Board should recourend to the Office Head either that the
trialeperiod employee be separated or sccepted for carcer servics,
Such recommendations should be baged upon performance (as in other
government agencies) as well as upon possession of the qualities
requirsed of the CIA carcer employoe, ’

(3) If the Office Career Service Boerd reconmends that the
smployes has sstisfactorily completed hie trialeperiod and is
suitable for career service, and the Office Head concurs, he will
80 notify the Profeseional Sclection Panel, If the Panel concurs, -
the Personnel Office will be notified to change personnel records
correspondingly and will issue appropﬁate notification to the ame .

DlOWQQ

(L) 1If during an employse's trial-pariod, he is reported to the
Profossionsl Selection Fanel as being possibly unsultzble for career
employment {ses Paragraph 2 d (1) above), or if his Career Service
Board recommonds with 0ffice Head ooncurrenca that he be separated
as unsuitable, the Professional Ssleetivn Penel sghould acoomplish
a formal reviow of the case, If the Panel finde the trial-period
erployee unsuitable es reported, it will notify the Persommel Office
which will accomplish the separation, If the Panel finds the triale
period employee suitable for career servics, it will notify the
Operating Office of its findings, If the differsnce of opinion is
not resolved, the case may be appealed by the employeets sponsoring
component to the CIA Career Service Board which will review the
case and make final descision,

6o Notification of Acceptance for Coreer Services

Since unde® this proposed procedure tho now employes will know the
‘qualitiss required of the CIA careor employee, and will elso know that
he-is Veing constantly svaluated for thess qualitiss throughout his
trial-period, it is believed that he will be made sufficiently aware of
a significant change in his gtending if he recsives a notice fram the
Persomel 0ffice to the effect that he is now accepted as a career eme
ployee and that his'trialeperiod has been satisfectorily completed,

: 3. With respect to Paragraph 2 b of your memorandum, it is the, opinion
of this Office that no feasible and legal procedure can be esteblished to
extend the trisleservice period beyond one ysar for employoss, whether oroe
fessional or otherwise. Such a procedure is inconsistent with the current

.. publie polioy (as reflected by the Congress is such legislation as the Veterans
Praforends Act) that a probationary period of orie year is believed adequate

o5 =
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for federal employees, It is beliswed that to request the necessery special
lsgislation (as would be necessary in view of o0 eonoeTHe
ing vatérans) would creste unfsvoreble public relstions,snd would probably
strain relstions with the Congress. It is also ouwr that sdension
of the trial-period beyornd one yesr would make 4t tely nope diffieult
to attract competaent people to servics with the Agonay although we recognise
thie is 2 most point, '

- b mefollmd,ng'camenumofmﬁﬂthmtomtcof
your memorandums :

L ﬁtmmmammmi’abenm
to adoption, it would be unnecessary to develop a single £ile of all
information con¢erning each applicant or employee,

bo Information pressntly available enly to the Security Office
should remain in their files as at present, If thoss who review this
information are trained in the understanding of the qualities required
for a carcer with the Agenoy, they can detect pertinent information
within their date and submit it to the Professional Selection Panel
uhenever tarranted, or confer with the Medical and Personne), Offices
in the case of applicants for employment.

0o Informition contained in the files and records of the Parsonnsi
Office would be mede available both to the sponsoring companents and. to
the Professional Selection Pansl. If these records concerning an pli=
cant contained information indicating non-suitebility, the Per:

Office would reject him, If the information were merginal and merely
created doubt as to suitebility, the Personnsl Office would pool infor—

- matlon with the Medical and Security 0ffices before acting, If these
records concerning a trial-period employee are later supplemented by
informgtion indieating non-suitability, the Personnel Office would refer
the case to the Pansl, Thus the records are used for suitability screen<
ing and are also made available upon request to be used by others for
suitability screening, The same situation would undoubtedly obtain with
respect to Medical Office information.

do Information which pertains to the sultability of a probationary
employse and which is contained in the reports, files, and records of
the offies to which he 1s assigned would be made availsble to the Office
Career Ser'vice Board concerned, It should also be made available, in
extract or other form, to the Professional Selection Panel when needed
apecifically for formal deoision on & case, v

8o Whenever the Security Office, the Personnel Office, the Medical

Office, or the sponsoring office actuslly presents a case to the Professional

Selection Panel, it should also present the documented svidente ss to why
the person concerned is considered unsuitable for career servics,

«b e
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CONFIL:

When this occurs, the Panel may ask the other offices to prosent vhatever
infornation they may possess to indicate that the'persen may not be
suiteble. Thus, a file is developed which contains only information pere
-tinent to decision as to suitability, and it is noocessary to develop

sugh a file only when the oultabllity of the individual has been questisned,

Se The following comrents are offered with:redpect o sh 2 d o
Your memorandun; § comments are offered wi dpeat to Paregrash 2 d of

2o Under the procedures proposed above; the sultability of each
applican? for carcer 3ervice employment would be exanined by racruiting
personnel, Flacement Officera, Operating Office Personriol Officers, come

b, If these separate examinationg (many of which include personal
f:on*_:acts and investigations) do not elicit evidence of non-suitability,
it is very doubtful that any independent officer can makes a better Judg.-

selectlon processes are strengthencd es proposed above, 1t is aifficult
to see the necessity to appoint “responsible® officers {rom other come

-~ 6, The Personnel Office 'appreciates the opportunity to furnish its views
%o tha Professicnal Selestion Panel in this natter, and will provide additional
@hlanations or assistance upon request, ‘

/8/ George B, Meloon

GEORGE E, MELOON
Personnel Director
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